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MEMORANIXIM FCR: Deputy Director of Central Intelligence

SUBJECT : Central Qualifications Register

1. This memorandum contains recommendations for your approval,
Such recommendations are contained in paragraph 6,

2. Atiached as Tab 1 is a proposal for completing, through use of
the RCA 501 computer, an Agency Central Qualifications Register for
applicants and employees. The Assistant Director for Computer Services
has concurred and his anslysis s attached as Tab 2.

3. In 1952 the Agency initiated an employee qualifications coding
system, of limited nature, utilizing IBM punched card methods. Through
gradual expansion the system has now outgrown the capability of punched
card methods and, for several months, has been phaeing over to the
RCA 501 computer.

4, When completed, this conversion will permit:

a. More selective recruitment of applicants by matching
applicant qualificationa against Agency needs,

b. bnproved persomnel placement by providing information
to Career Service Boards and operating officlals on employee
qualifications.

¢. Improved manpower planning through a more flexible
statistical system.

d. The preparation, eventually, of blographic profiles
through computer techniques.
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e. bmproved procedures for the integration and consolidation
of all information within the Agency on each employee.

5. Complete conversion can be accomplished during the next five years
with the personnel now on board. Intensified conversion efforts would enable
&n earlier reslization of the gains. This could be done in one year through the
use of ten Agency retirees on contract. These individuals would not be charged
against celling. The proposal will require $15, 000 in Flscal Year 1964 and
$30, 000 In Fiscal Year 1965, or a total of $65, 000. Once converted, the gystem
would produce better results for the same money and manpower now being
expended, or perhaps a little less.

6. It is recommended that you:

8. Authorize the further development of a Central Qualifications
Register as a project utllizing ten Agency retirees on contract for one
year and not charged against cetling,

b. Authorize ap additional $15, 000 in Fiscal Year 1964 and $50, 000
in Filscal Year 1965, or a total of $65, 000, for the prcfect,

Signed
L. K. White

Deputy Director
for Support

2 Attachments:
Teb 1: Memo dtd 29 Oct 68 to DO/S &
D/Pers, subj: "Project for Development
of & Central Qualifications Repister for
Applicents and Employees™
Tab 2: Memo dtd 29 Jan 64 to DD/S fr AD/CS,
same subject
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john M. Clarke Date
Director of Budget, Program Analysis and Manpower

The recommendations conisined in paragraph 6 are }approved
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1 - D/ABPAM w/atts
1 - AD/CS via DD/SKT w/atts
2 - DO/ subject w/atts
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TO: .
Colonel White

ROOM NO. BUILDING

REMARKS:

John Clarke fe)t fhat Hre
Dpc] 5/40:‘1/;/ q’/ﬁ/vy‘e /aaaujga
cf addrHemnal Fuwds /’47%/’/‘-27/

Recommend your signature.

Ve

JHP
FROM:
_ ROOM NO. BUILDING EXTENSION
App cmLe.d_Eo.LRelLase.zmzm&ﬂd—.-ClA-!' RDR84-007801R000500080005-6
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MEMORANIUM FGR: Deputy Director of Central Intelligence
&JBJECT\ : Central Qualifications Reglster

\

1. This &qmm contains & recommendation for your approval,
Such recommendation is contained in paragraph 5.

lis aivm-oposai for establishing through use of the
RCA 501 computer an Age Central Qualifications Reglster for applicants

8. The proposal involves ihe use of ten Agency retirees on contract
for 2 period of one year. These iduals would not be charged against
celling. The conversion will requireé, $15, 000 in Fiscal Year 1964 and
$30, 000 in Flscal Year 1965, a totel of, $65, 000 for the project.

4. Representatives of the Office of Computer Services have concurred.
Thelr analysls of the proposal is attached a% Tab 2. The analysis indicates
that the system would be highly advantageous'to the Agency and, once converted,
would not require any additional personnel cetlin

5. It is recommended that you gpprove the ttached proposal for a
Central Qualifications Register with the understandipg that the personnel used
on the project will not be charged against celling. It\{s further recommended
that you authorize an increase in Office of Personnel fands amounting to $15, 000
in Fiscal Year 1964 and $50, 000 in Fiscal Year 1965, ox & total of $65, 000 for
the project. 3

2 Attachments:
Tab 1: Memo dtd 29 Oct 63 to DD/S &
D/Pers, subj: "Project for Development
of a Central Qualtfications Register for
Applicants and Employees
Approved For Release?@% 4 ‘EGIEAT'I‘_RDFJ’SQ-00780R000500080005-6
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Tab 2: Memo dtd 29 Jan 64 to DD/S
fr AD/CS, same subject

o

\.

y

Johm M. Clarke Dste
Director of Budget, Program Analysis, and Manpower
The recommendation contatnég paragraph § is approved;
N\
\\
Marshall 8. Carter ™ Date

Deputy Director of Central Intelligence \X‘
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SPA-DD/S:JHP:fmf (30 Jan 64)

Distribution:
O &1~ D/Pers
1-ER
1 - D/BPAM
1 - AD/CS vi2 DD/S&T
2 - DD/ 8 curono, Subject . ’7“&;
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TO:

. . Colonel White
ROOM HNO. BUILDING
REMARKS:
Recommend your signature,
JHP
FROM:
: ROOM NO. BUILDING EXTENSION

Approved For Release [2002/08/14 : CIA-RDP8#-00780R0004

$00080005-6

Trea5s 241

REPLACES FORM 36-8
WHICH MAY BE USED.

¥ GPO : 1957—0—439445

@n



o ys el — o585
Approved For Release 2002/08/14 : CIA-RDP84-00780R000500080005-6

29 Janmuary 1964

MEMORANDUM FOR: Deputy Director {(Support)

STAT ATTENTION : Mz

SUBJECT : Central Qualifications Register

1. At your request OCS reviewed the Office of Personnel's
proposal to establish an Agency-wide Central Cualifications
Register for applicante and employees. Attached for your in-
formaation is a2 summary evaluation of the project with particular
emphasis given to computer-related implications. Our general
cenclusion is that the proposed system is technically feasible,
within our computer capability, and reasonable in terms of its
approach to the problem.

2. We have not been able to make a judgment on whether
or not the project is worth the cost to CIA. Future savings in !
manpower would largely depend on how effective the system is ;
used as a management tool. In launching the program manage - !
ment essentially commits itself to the assumption that the end |
products will prove highly valuable and worth the cost involved |
in initializing the system and keeping it up to date.

JOSEPH BECKER
Assistant Director,
Computer Services

cc: DD/SkT
Director of Persoonel

D 0/5 ~amsewe,  futied L/ g M

/_.
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28 January 1964

SUMMARY EVALUATION OF PROJECT TO DEVELOP A CENTRAL
QUALIFICATIONS SYSTEM FOR APPLICANTS AND EMPLOYEES

i. BACKGROUND

A. The proposal to establish a Qualifications System is
the fourth attempt by the Agency to generate a workable, mechanized
system for handling Employee/Applicant qualifications. The three
previous attempts were EAM systems using punch cards. Each, in all
fairness, was progressively better than its predecessor, but all con-
tained the same basic weaknesses:

1. There was never assembled an adequate
staff of qualified analysts to formulate,
code, and maintain a qualifications system;

2. None of the previbus systems were coded
to completion:

3, None were ever maintained on a current
basis; and

4. Noane of the previocus attempts ever had
an exhaustive test period prior to its
implementation.

B. From all indications, these problem areas have been
taken into cansideration in developing the proposed system.

C. A major element of the new system is a very highly
detailed coding structure. The system will require the services of a
competent staff of qualified analysts to interpret the detailed codes in
terms of daily operating requirements. The more detailed, or spec-
ialized, the coding, the more chance of varying interpretation by other
than qualified analysts.
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D. Responasibility for developing a computer systern in
support of employee/applicant qualifications was placed on ADPD
{originally in the Office of the Coamptroller - now a Division of Office
of Computer Services) as part of the original justification for lease
of the RCA 501 computer system.

2. CURBENT SITUATION

A. £ far as the Office of Computer Services/ADPD is
concerned the qualifications system has been operational for more than
six months. The system now contains most of the Master Cualifications
Records for “gency GS-15, 14, and some G3-13 personnel. Seven (7)
computer programs have been written, de -bugged, and are operational.
Two (2) programs, completing the programming effort for this system,
remain to be written. Only one (1) of the remaining programs will be
written by Agency personnel. The other - a "SEARCH ROUTINE" - is
ts be provided by RCA as part of their software package. Sample
coples of computer-produced Qualifications Registers, and other
related material, are on file in the Office of Personnel.

B. Machine support of the system will require approxi-
mately forty (40) hours per asnum for regular file maintenance on the
RCA 301. When the system is fully operational to the point at which
requests for computer searches are handled routinely, it is expected,
that one (1) hour per day on the RCA 301 wili provide ample time to
do any number of ad hoc searches. This has been planned for third
shift operations, resulting in 24-hour turn-around service,

3. ADVANTAGES OF PROPQSED SYSTEM

A. Greater depth of coding data allows for greater
gelectivity of retrieval.

B. HNew system data can be used for:

1. More selective recruitment of applicants

by determining hiring needs;

Z. Belection of personnel for evaluation of
skills as applicable to job vacancies;

ﬁz-
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3. Selection of personnel for backstopping
other employees and their skills;

4. More comprehensive and up-to-date
statistical compilations.

C. System appareatly can be installed with no increase in
machine or manpower requirements to service the system.

4. CONCLUSIONS

4. It is anticipated by Agency personnel with experience
in this area of operations that more use will be made of this systam
than any previcus system, because the new system is more compre-
hensive, is designed with computer equipment in mind, and will contain
more information than was ever posaible before.

B. It is believed that the system meets the requirements
of the customer office.

C. It is also believed that approval to proceed with the
system and conversion should be contingent upon the following:

1. That an adeguate staff of sufficiently qualified
personnel be established to formulate, code,
and convert records for the system.

2. That every attempt be made to complete the
coding of the system in the shortest time
practicable.

3. That responsibility be placed on the Office of
Personnel for maintaining the system on a
current basis.

4. That the Office of Personnel have sufficiently
qualified personnel to maintain accuracy of the
data in the system.

5. That sufficient tests be made to insure the
accuracy and reliabllity of data selected as
a result of machine searches.

E. It is believed that if these conditions are not met the
proposed system will inherit the same problems of preceding systems
as mentioned in BACKGROUND, above.
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29 Oetober 1943

IR POR: Deputy Director (Swpport)

* Project Por Development of = Centrsl ;
Roglster Por Applicants and Zup) WW"”‘"“”

1. This memorsndum containg a
proval of the B4 yonen recommendation for the ap-
contained in WW?W (Support). “Sush 2 reccmmendstion is

2. ‘ipproval has been requested .
Diviston Lo develop & Cemt ty the Personnel Opersticns
1ng RCA 501 electrontc data squipant I Records System utilin-

3. Projest desoription, Justifiestion, #nd cost estin:tes

are attached. PFuwds ar
Year 196 Mtimlag}, mn&blo in the Division's Fiscsl

be It is recommended
cost not to amoeed $65,000. that this projest be approved st »

/8] Ezzott D. Lchols
MWW
ENETT D. RCHOIS
DIRECTOR <@ PERSCENTL

itechment: As Above

The recommendstion contsined in pa

Date

T
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PROJECT SUBJECT

CRIGIRATING DIVIBION

FOUDS REQIDRTTD

CURRENT STATUS

t

e

E

2% Getobar 1963

Installstion sndd development of 2 Centrel
Gmalifisstions Seglster and locator Systen
for applieants ant eployees, utilising
the RCA 501 eguipment.

W Operstions Divigien, Offics of

FY 1964
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Tt 1o ewmantis] Shat the igenay secars® Lie servicms of Len
maypower specisliste for a peried of one yeur ¢ ssmist in the
ingteilstion ¢ ¢« Tentralised dmeiifiestiors Pegister s loestor
Tymtam. The pervises of these mecisllats sre oeeded to asesmnlisy
tha followine: ‘

d.  To esplote the endin: of sx initdo? guriflestiony rmes g
or arel Zoenmoy emioves,

¥. To imbegrate awnd consolidsts with the (ndtfal qualifertions
reoird periiseni data frem the Offiee of Trelsing, Wiitery Serecons’
Blviasteor, and Office of Perecsnel, Seeords ard Trazosoiless Dranch,

. T lnstall o sysbenm for mintalning these ressds on o
surrent baslis.

4. Po imsbell an spplisant quelifisstions Srutein whieh wil!
ke secomrlished L the xame manmer &s the mre-Cli experience
Fortion of the qusliflestions aywtiem.

.

Parsuent Lo the reguest of ths Direchar of Persouns., = studs
(See tad 4 atbeched), vas made o deteraine the axtent to whiak
the Offise of Parscnne] need rezister the Qunlifiesticons of - gansy

Parscene] mwmamz@w&uhtmmmmmm
inte ¢ mm. Tha 1957 gtudy pointed omt ihat the IBN esding wratan

Lhw study, whish were approved Iy the Direster of Peracumal, tbe
Weriifiestions ‘nalveis Branch devised and developed & mmitidie
marglonel quxlifiestions rexteter nmt soarter sysbem, wileh ig posr
resdy for lmplement:tion wnd use iz the 20 51 squipment,

The nev melifiestions Tegisier nd Logstor Sysiem hnes buoer
aabed te the sxtent posmible at tnis Mags of daveicpment, zed it
hat been detamined Lhet it 49 sapiiie of suseessfully zghimclag the
upess for which i1 wus developed. Time i the mejor festor whier
Alaiabes Lhe need rur supplementsl perscnne} to inetsall the mretem.
It js wot pousidie, with the present pirsennel eeiling, uc scuplets
the sdditions! tasks outlined in prragraph 1 sbeve, ithout oyt
side nasletisnce tue time regalred Lo lnetsll the rescrds gratem
wold e sunh s ir mele the entive program dirfiowlt, if ot tge
proeible of sohdevemant,
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e. FPollewing the inltls)l recordinz and Imtegrsting of in-
fermation on each employes, some fore of malntenspae will be neces-
sarv %0 kewp the Individus) resords wp io date., MHnintanspes on 2n
upmlo-dste tesls will be handled Yy use of & s ifieations “upple-
monite} Jnesticnnelre whick will ke forverded to the omplores 2L thke
time his fltouess repert is due. Information contzined in the fit~
vass report. ad ov the spplements) guesticensire will te used 1o
reecrd nevly~zequired sicills snd sxperiences.

f. The naxt phase of the Gmlificstiong Records fystem would
be ihe development of =n ‘pplloant Quaiifisaiions Zsgister., This
register wuld be established in the some manner 23 the zre-lli
oxperienses porii-p of the Paployee Oualifiestions Systenm.

Ee The lasti shope wld be the develomment of & cugiiere
prodused Eiamghis Prefile for igemey smployess., The orestion =f
Biographies Profiles at this stage could be soocuplished simpiy and
quickly, siree wost of the steps wonld have been ascomplished in the
srocess of setilng wp the Paploves (ualificotions Beglster »s stated

2. Individus's seloctied for zseipment tc this profect will be
former Agenay saplorwees and will be fally ¢lesred. They will per~

form their dutiess 2t Lhe Readqgusrters Pullding in Tsngiey; therefore, no

acver {nstrumenta)ity 12 required,

b, Foowledzesbility, Individucls assigned %o the profest wil'
be witting of the izeney's sponscreship,

3. JDeewmpatier:l security. feourily measyres aynlicsd’ie 5o
reguiar stall emplorees will apnly te perecnne zsaligned o the pro-
leet,

4. RHiske. There are ne uulque ssourity risks conneeted with
the prclest,

. Parsommel disposal., Yo depoms] problems, Individg~ts
sasizoed 4o the prelest will be former employees returmed o duty unde:
gsomtrast,

7. Disamter pian. The disaster pian for the Office of Perscnmel
will spaly o Wl sapizned to the wrolect,

6. CODMDIHATION

2. Relation to other projeste. The claseification 2pd sedinz of
spplisants’ snd esplovess' quslifiesiiorns under this oroject wae

3
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scocmplishad Tormerly by OP/PO/UT and, therefore, will esntimue
to ba elomaly yelatad to the 2etivities performed by the Quslifiestions i
innlyeie Branch,

B, ¥etent of coordinetion. The psrt of the projest senscerned |
with mﬁs&im end ecding of sills, Lmuldm and mﬂm |
hag been ted & 211y with manpower plsaners al 31) sehelons |
in the DO/Y, » and BI/T components. The detailed pro- !
codures of iﬂtmmting t!a Office of Treiming, Miitary Personcel,
snd Office of “srsconel, Reecsrds sand Traasactions Bmaeh, date vi‘.?a
QAR reccrds hus been and wil!l he coordinsted with components
serned =nd with secvesenteziives of the igtomatic Dasta “m«:u
Division, Offies ¢f Compireller, and Cffice of Soapmter ﬂervige:si
Close collrlorstien with munpower plssmers in =ll mejor compovents
will he secessery during the indtia? stxge »f deralopment.

a. Hsbure of. This prolect will be under the ilmmediste contrs!
of tha Fersennel Oparstions Division, (ffiee of Personnel.

b, ‘dministrztive plan, Tore 1s reguired. !
¢. Feporte. Mo wasws]l peporiing seooadures wil! be invelved,

2. Oversll Qli funds required for Fisoal Yesr :964: 35,070,

k. avadlabdlity of €15 fwads roquired. No Dunds are aveliodls
for this project in the Fisea) Year 196, tudget of the Offlce of
Porsonel .

¢ B lTi funds, ¥

d. Perelgn funds,

o. Fanding. Ixpendiiures on this prolect =il be restricted io
~ salary peyments oaly and will be hemdled by the administrstive office

sf the Office of Personnel.
f. Finsneial bistery. Xz

#. Future requirements. The project will require »n sdditiens?
232,600 for Fimeal Year 1965,

2. Totel eomt. :n estiwsted 364,700 will be roguired to cover the

4
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ot of this project, 335,000 for Fiscal Year 1564 sad 130,000 for
Pisesl Yonr 3965, Theso fands will de wsed to eover smaleries of
parsensel zesipned to L projeat.

b, Persermel. Ten profesglopsl smalysts will be required,
Syversl propomals for mias gurlifiod personnel for staffing this
prejest have beess congldered; 1.s.,

{1) The wee of seswrity-clesred prospeciive staff essloyess
ander conbtrost;

(2) The use of part-tine employess ~ wives and cthor de-
pendants of stall eaployess;

{3) The ase of Interim lssipment Zesiion pool personnel; and,

y {£) The uhe of Agency retirees (militsry snd civiilsn perscc-
nel}.

Of the pbove propesals, the use of retirses is deered woat
seeantohls from the following standpointe:

{1) Beomrity. e extended security clesrsnce wonld be
roguired ‘o sasimm former elvilisn or military pereconel to the
ure fent.,

(2) Economy. The mlary pedd tc 2 resmployed aommdiszst wouid
be sme-fowrth to cpe-third lose than thet paid to 5 reguler staflf
snpleyes, teorase the snopity vhich the retirse recsives from the
Civil Service Zetiremsnt fSystem is consldered n nart oF the over-
all salzry satshlished for the positlom,

{3) Pesition Qualifisetions. -zeney retirses would bmow
unigque menpocer requiressnts, terminology, ete.; mo lomz treining
program would te oeeded.

{4} PMhyateal Qualifieetions. Unless retired on disabllity,
1t would appesr thit no medical problems would be encountered,

{5} iwilabllity., Yormer employees now Iiving in the sren
would be gelected, rvd no expense would be levelived in » chenge of
revidence.

{6) Salsry. 4 resmploysd smruitsnt would de 2llowed to re-
tafn his entire retirement payment, previded that the oombined
mlsry sad retivommnt pazment womld not exscesd the salary established
for the position. In no saee would the wnamel sslsry expeed the
aress mlizye reesdived by the anwmdtant =4 the time of his ordains
retivemen

5
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) The stefling petiern (see tid B) developed for ile proiest
b the Perscunel Craetions Division wns oot devised bo {ndicste poalilog
roqulraeents nor 1o fix grede levels for recrultment. It wes develoned
by the Dlvistop primerily to reflest v flaxible orgsnirution bLased wpor
sreject funetions sod to esteblialh ropropriste salary pences, for use

in rehiring Saemey snemitsrds and/:r other formsr spleyess., Jueh
Clexidility in the staffineg patiers is doemed sppropriste in view ~7:

‘ {1} The time freter astablished for campisting the Lol
(o yeurl;

(2} The remesvsil:bility of quelilied menpower frem lshor
nerbats cotslde Sgenay imterrs? resources;

‘{3) The need for nesetlating salsry psyments to inguce highive
qeiifled smpulitints to  returs to Soversment sarvice; snd

(4) ifter sxperiernse 13 zstned, the noed to sdiust dutiss and
regpensitdlitise in line with sn individesl's quolifiesiicns and
eapebililies,

In no cres would the combined s2lary xad ansuity of & rees-
Floyed retires axsoed the muximas salary esisblished for o papiiay-r
resition, ner would the ccmbined salary and anmuity exseed the svose
salary recelved by the sowdtsant ot the time of his ariginsl retiremesi,
In facl, the steffing psttern wd the prolect outline were deademed t.
Jimlt the sverase commsl saliry te sporoximetely 34,50 per serem,

Shonld » s«adidate ciher thsn & former employee be conmidered
for zapipwment te the projest, the minlwmm eslsry for the 5 grade
indlested on the #4:ffng pattern would te used in prosussing the
smployee for entry ¢ dety.

#. Spase reguirements and loestion. Due to sdministreiive
soaurivy probleme, it 1w necesssry thei the work be rerforsed on  irecy
premioss, preferab’; lu am sres adjseest to iR, ‘pproximately 75
squsre fewl of floor spece will be recuired te house the tam: fores,

‘ 4. Treising, %o regmirements for speoielived tredsies of cergone
nel will be gensrated by this preject, e 6f ;

e. Mterlel, %o urususl swpply problems are imvolved. Mstaerisd
requiresents wiil be met throuwgh sormal ‘gency supply shonnele, Howaver,
i?;ﬁ m}agi will reguire ten twowdrower safe-tyoe doshs, esal with o
elde penel,

f. Temmriestions, % wwm
«im}?‘ﬁs

ol eommcicstiong poblens arg
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8, Ourcent status, Time {s the feetor dletstins the need Tor
peTEonngl Lo esrry out the projest. Hthowt & tosh fopes of fan
sontract employses the time required to ipstall sm operations]
svatem wenld bte sush ng Lo mebe the entive orocess diffiouly, 1f
not impesailtle, of nohisvement,

Y. Commitsents, o commdtlments heve beer mede, Howe: ”,
#fier instellatior of the syotem o minimwa -f four emlovees will
ta required L teerate and malatein the regords ©m » surrent bopls,
Naintensnes of individus! qualifications records or in wpetoedote
braly would e sccomplished autemnticslly: however, 1t would Ve
niecessary Lo obisin sdditions) date from the !mdivides) emlsvees
reriodisslly, no cubtlined in perngraph 4 . 2bove, The sine -nd
moapositdon of the staff required to melnt:in the systen, cvee 1%
busomes operstion=l, cannct be scoursiely foreecast st this time, due
te the lack of trowledge of the intensdverwss with whlch Lhis system
i1l be wead by monpower plsmmers, sd dus bo the leeb of ipformstion
oh how mueh cophiver time will be avallnble o QLE om 2 schaduled -r
free-time basls. Rowever, 1f computer times L2 pot pregramed or
svallsble whan needed, n oompanion reglster lcestor smystem will te
wmed, The disadvoateges of the compenion lecstor system sre that ¢
requires x wanusl ssarch and {8 slightly slower; slsc, the pumber
of pergormel permonently asslgned ca quaiifiestione snsirsts wil)
have by he incressed te permdt mrnus) searsws of gualificsticns
revisters producemd,

¢, Effectiverees. %es Current status (peragraph 10 -, showe).

d. Antielpsied rewults. The inetallatien of the Dualifications
Clsssifisation and Coding System will frcilitete the selssllon of
varsctinel for {gerey ssalonments Yot

(1) Providimz csreer service panels snd opevstine
«ffiglels with » records sereenirr device for Igesting Individus s
whe ponsess specific skille, inowledsss, and exrarienge, 1o
mwsel current cequirements, and for staffiny Agenzy wogliions
under cerditions of sationsl defense smerzencr,

(2) Provide manpower plasmers with rendils rocosalbie
information for the prepareticn of statistics) studies -
dete soncerning employees, spplicsnts, snd nertleinents ir
igermyy mllit-sv reservae progrims.

. Fralustdon. The effectiveness of the prorres o:n ta
messured in termg of the acourscy of the regleters slresdy pro-
duced ard thelr usefuiness to menpowsr plamners in meeiing 3he
obtectives cutlined in paregrept 10 4, sbeve,

f. Poliay quustions. There are nc mew wsdelined polior guesticns
Invelved with the aroleet,
V7
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1 July 1959

PROBLEM

A. To determine the extent to which the Office of Personnel
need register the qualifications of Agency staff personnel
and to define the methed in which this is to be done.

ASSUMPTIONS

A..There is a define need for a central qualifications register
to facllitate the selection of personnel for Agency assign-
-ments., This register will, among other things:

(1) Provide Career Service Panels and operating officials
with a records-screening mechanism for locating indi-
viduals who possess specific skilld, knowledge and ex-
perience to meet current requlrements and for staffing
Agency positions under the conditions of national
defense emergency.

(2) Provide manpower planners with readily accessible in-
formation for the preparation’ of statistical studies
on data concerning employees, applicants and partici-

" pants in the Agency's Civilian Reserve programs.

FACTS BEARING ON THE PROBLEM

A, Ever since the close of the Korean War, Agency manpower

planners and operating officials have become increasingly
concerned over the Agency's lack of a records system, which
would disclose, in addition to the general qualifications,
specific skills to coincide with changing operational needs
and to meet "crash" situations.,

B. In 1952, the Office of Personnel in an attempt to overcome
- this deficiency, inaugurated a mechanical system for the

purpose of registering occupation, area and language specialists

for quick reference. Between that date and 1955, the
system was revised to make use of the Intelligence Subject
Code (tab 1).

C. In addition, late in 1956, a Biographio Profile program

was developed to prov1de a quick review of an employee's
background and experience., (However, the Profile does not
reflect employee skills (tab 2).

CRIUP §
Excluded from avtomatle
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H.

In the years that followed, numerous changes were made in
the qualifications recording system to increase the number
and types of quallflcatlons that could be recorded by the
IBM procedure. Such a revision was made in 1957, and this
is currently in use. However, the system is still de-
ficient, & fact demonstrated by our inabllity in the past
few years to locate certain qualified individuals to meet
"erash'" needs in the NE and SE Asia areas.

To surmount this difficulty, many organizational components
have developed independént employee qualifications record
systems with particular focus on those special skills needed
to meet specific staffing requirements of the component
involved:

(1) Office of Research and Reports (Tab 3)

(2) Office of logistics (TAB 4)

(3) Office of Communications Career Service (Tab 5)

(4) Political and Psychological Staff/Para—Mllltary
Division (Tab 6)

(5) Near East Branch Personnel File (Tab 7)

Other Government Agencies have in effect methods and pro-
cedures for recording employee qualifications:

(1) Department of State (Tab 8)
(2) Atomic Energy Commission (Tab 9)
(3) Civil Service Commission (Tab 10)

A1l of the military services have Mechanical Qualifications
Registers and Supplemental Qualifications Records Systems:

(1) Navy (Tab 11)°

(2) Army (Tab 12)

- (3) Air Force (Tab 13)

(4) Marine Corps (Tab 14)

The problem confronting the Agency with reference to the
need for and the extent to which it should record employee
qualifications to meet current and long-range requirements
is considered analogous to the problem of the military
services in insuring the availability of reserve personnel
to meet cold war and hot war requirements.

Ghovr 1
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DISCUSSION

A,

. C.

D..

K,

The Qualificatvions Analysls Branch has largely confined

its study to the two points set forth in the problem; namely,
(1) the extent to which the Agency has need to register
employees qualifications, and (2) the method for doing so.
However, the evaluation of the existing Qualifications
Record System was considered so essential to any consider-
ation of the problem that it has been covered in detail in
this report to indicate the scope and complexity of adminis-
tering and maintaining an accurate Qualifications Record
System on an up-to-date basis. )

Generally speaking, the Qualifications Register and the
Biographic Profile (referred to hereafter as the Quali-
fications Record System) have been useful in screening a
majority of Agency employees on the basis of occupational
areas in which the individuals have had experience, as well
as on other pertinent data such as area experience, language
knowledge and educational background. However, neither the
Register nor the Profile, contains sufficient information
about those special occupational skills or skill levels that
are possessed by the individual.to enable the Career Service .
Panel or operating officials to screen individuals based
upon a varying combination of skills.

In addition to facilitating the selection of personnel for
Agency Assignments, the purpose of employing a mechanical
system of registering employee:qualifications on punch

cards and the use of a Biographic Profile form was to elimi-
nate ‘time-consuming, filescreening techniques and the traffick-
ing in Official Personnel Folders. This has been only
partially effective due to the lack of information on specific
skills, knowledge and experience in both the Qualifications
Register and on the Biographic Profile form.

Since the latest revision of the IBM Register system in
1957, only [ |employees have had their qualifications
initially recorded. This till leaves approximately [ |
to be coded, and no action has been taken to bring those
records initially complied up-to-date.

Similarly, onlyl Biographic Profiles have been pre-
pared since the program was introduced in 1956, and, at the
present production rate it will not be possible to have a
profile prepared on each employee within the foreseeable
future. ‘

dewngrading and
declassiticatian -
£

v

Approved For Release 2002/08§é p CE-RD1§M59£QRQQT00080005-6

25X9



Nainaly ] mi'y

Riaid il
Approved For Release 2002/08/14 : CIA-RDP84-00780R000500080005-6

F. TInasmuch as the Biographic Profile problem was a part of
the Qualifications screening system, it should have been
developed as a companion program. . This, however, was not
done. Rather the Biographic Profile was developed in-
dependently of the Qualifications Register System arnd by a
different staff with little or no planning for the execution
of their respective functions. Thus, the independent actions
the two groups have resulted in a duplication of effort in
.that both the Biographic analyst and the Qualifications!
analyst review the same documents in the personnel folder for
recording the same, or similar, type of information. The
inability of the analysts to complete the initial records
of all employees and to maintain them on an up-to-date basis
has deprived the Agency of vital information on employee's
skills.

G. Other weaknesses also have been noted in the present Quali-
fications Record System;for example:

(1) The IBM codes now in use were not tailored to record
special operational skills essential to Agency staff-
ing requirements; furthermore, this information is not
available in Official Personnel Folders. Thus, the
Qualification analysts are coding Agency experience
based on the title of a position held by the incumbent
rather than on skills requireéd in that position.

(2) The present form used (Tab 15) in coding the employee's
educational background limits the analyst in that he
can code ohly one type of Bachelor Degree on the form;
also, he canndét specify a trade school attended by name
or type, .nor has any provision been made for recording
attendance at a military school.

(3) While the use of the area knowledge codes permit the
analyst to code on the form the individual's familiarity
with a particular region or country, it does not permit
the recording of the type of knowledge (political,
economical or cultural) acquired, nor is it possible to
code the extent of the knowledge acquired.

(4) Another weakness in the present Qualifications Records
System is the exclusive use of the Official Personnel
Folder as the source of information. In too many
instances, the information contained in the folder
is either misleading or inadequate. For example, the
Personnel History Statements, the PHS Supplements and
the Qualifications Questionnaire forms, filled out by
the individuals themselves, are slanted toward a par—~
ticular type of assignment or area. This gives a dis-
torted picture of the individual's qualifications since

L
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this information is picked up by the analysts and
coded. In addition, the Official Personnel Actions,
Forms #1150, do not always reflect the true assign-

. ment of the individual due to slotting techniques em-
ployed by the area personnel officers and due to the
extensive use of details to positions that are not made
a matter of record.

- (5) In too many instances, other qualifying data, such as
asgignment and evaluation test records, medical and
security information, and special operational skills,
are not found in the personnel folder. While it is not
essential that all the information contained in these
records be consolidated with a central qualifications
record system, the lack of qualifying or disqualifying
information in the central personnel records deprives
gselection officers of this vital iaformation. The
net result is that they receive only a partial picture,
making the selection of less qualifed individuals
possible, if not probable, whereas better qualified
individuals are passed over.

H. " Due to the deficiencies in the present Central Qualifications
Record System, various methods have been utilized at different
organizational levels to locate those employees possessing
skills pertinent to a particular type of operational function.
Some of the systems utilized to date are as follows:

(1) The Component Qualifications Register or Biographic

Data System

. The Office of Personnel Qualifications Record System

is used by organizational components primarily to
locate employees according to general qualification..
categories (language and area knowledge, or by position,
grade or date of grade, etc.,). It is not possible under
.the existing record system for components to locate
individuals possessing specific skills to meet their
particular requirements. Therefore, manpower planners
at various organizational levels have been required to
develop, administer and maintain independent quali-
fications record systems with focus on specific cate-
‘gories of individuals, thereby duplicating the efforts
of the Qualifications Analysts in the Office of Person-
nel;

(2) Personal Contact or, Knowledege Method

Some operating officials feel that no qualifications
record system is needed in the Agency. They believe
that the intelligence group is so strongly integrated
that contact with any one type of operational or re-
search specialist would develop information for locat-

5 £
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ing other qualified individuals. Ths concept has
proven incorrect as indicated in the Korean, Middle
Fast and South East Asian Crises, It is Just as
absurd for operating officials to locate skilled
individuals to meet operating requirements by rely-
ing on memories of co-workers, both present and
former, as it is for insurance companies to determine
premium rates without acturial tabulations. Employees
brought to the attention of officials in this manner " 925X1
are not always the ones best qualified to meet the
immediate needs.

CONCLUSION

A,

It is believed that there is a definite need for the develop-
ment of the Central Qualifications Record System based on
the following:

(1) Sudden requirements for individuals possessing special

skills invariably result in confusion, competition
between organizational components for ualified em-~
ployees, and a loss of time and effort on the part of
Career Service Planners and operating officials, It
has also led to a duplication of eff.rts and the ad-
ministration and maintenance of a variety of personnel

6
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(2)

(3)

records both within the Office of Personnel and
in various operating components,

The lack of a complete and detailed qualifications
record on each employee has resulted in operat-
ing officers having to acaept lesa than the required
standards when staffing operational type positions.
Examples of "crash" programs involving at times

the use of partially qualified personnel occurred
during the Korean, South East Asian and NE emergen-
cles,

In addition to the above, the development of a
central qualifications record system would reveal
critical areas of weaknesses in existing Agency
skills and could assist manpower planners in
guiding training efforts to overcome them.

) B. It is believed that the following steps are essential
to the establishment of an adequate central quali-
fications record system:

(1)

(2)

(3)

The consolidation and/or integration of all Agency
records having to do with information on employee
qualifications or disqualifications (i.e., medi-

cal, security, assessments and evaluations, etc.).

The development of a coding system for register-
ing special operational skills and skill levels
possessed by the individual.

The reconstruction of existing personnel question-
naire forms (i.e., PHS, PHS Supplement, Personnel
Resume, Interim Activities Report) to standardize
the format (typography) and to provide on each
form, spaces behind selected items to be used by
the analyst for coding skills and skill levels

- possessed by the employee. (The Qualifications

Analysis Branch has prepared models of proposed
PHS, Personnel Resume and Qualifications Supple-
ment forms with the data arranged in sequence on

.each form as that on the Qualifications Récord to

facilitate the coding and typing of the information
on the Qualifications Record (Tab 16).) Coding
skills on the original documents would, in addition

"~ to saving time and labor, serve three (3) purposes:

" (A.) It would enable the Office of Personnel to

determine the number and types of experience
factors registered on each employee in the
Mechanical File.

A " . ) .
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(B.) It would enable the Chief, Qualifications
Analysis Branch to review the information
coded and to evaluate the quality of work
performed by the Analyst.

(C.) It would eliminate the need for the special
coding sheet now used in the Qualifications
Analysis Branch, and in addition, analysts
would know which questionnaire form was
coded lagt when the individual records are
being brought up-to-date.

(4) The next step would be in the construction of an
BEmployee Qualifications Record (Biographic Profile)
in the form of a file . folder which could be
reproduced (Tab 17). This card could serve four
(4) purposes:

(A.) It would enable Career Service Panels and
Operating Officials to make comparative
appraisals of employees qualifications for
promotions, reassignments, training, etc.,
thereby, improving the selection system.

(B.) It would eliminate the need for independent
qualifications records now maintained in
various organizational components.,

(C.) If constructed in the form of file folders,
it would serve as a temporary storage file
for documents until such time as the in-
formation is typed on the qualifications
record card, and could be used also by
Careet Services for filing EYES ONLY memos
or RYBAT dispatches.

(D.) Blank spaces provided behind selected items
' on the qualifications card could be uséd by

operating officials to record sensitive.in-
formation through use of special codes, de-
veloped for this purpose. Codes could be
used also to record non-sensitive qualifying
information needed for statistical studies.
The knowledge of the sensitive information
could be controlled on a "Need to Know Basis"
by the individual or group having possession
of the key to the special codes.

(5) To be truly effective, the skills of each employee
shoiild be coded and punched on IBM Pards in the

A
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IBM System with detailed information concern-—
ing the skills outlined in the Qualifications
Record, For this information to be accurate,

it can be obtained only by these steps: A review
of the Official Personnel Folder; use of supple-
mental questionnaire forms to be completed by
each employee (tab 18); and, an interview with
the employee by a qualified analyst. These
important steps would lead to the development of
procedures for obtaining the basic data needed to
complete an initial qualifications record on every
Agency employee: . -

(A.) To complete the initial recording-of employee
qualifications records at an early date and
to maintain the records on an up-to-date
basis, it is essential that the services of
division personnel officers in all Agency
components be utilized. These officers
could be instructed by the Qualifications
Analysis Branch on the methods used for cod-
ing and recording the individual's skills and
8kill levels; also, the system to be used for
keeping the information on an up-to-date basis.

(B.) Following the initial recording on each
employee, some form of maintenance will be
necessary to keep the individual records up-
to-date. The Qualifications Analysis Branch
feels that maintenance on an up-to-date
basis can best be handled by use of the Quali-
fications Supplemental Questionnaire which
would be forwarded to the employee at the
same time his fitness report is due. Infor-
mation contained in the fitness report and on
-the supplemental questionnaire would be used
to record newly acquired skills and experiences.

(C.) If necessary, the information obtained on
interview could be verified by the supervisor
to determine the skills and skill levels
utilized by the employee while assigned to a
particular position.

. RECOMMENDATIONS

A, Based on interviews with persomnel who have had experience
and knowledge in this problem area (Tab 19), and study of
existing qualifications records media (Tab 20), the Quali-
fications Analysis Branch recommends:

| 9 .
o ‘ -
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(1) That a central qualifications register be developed
by the Office of Personnel to be used by all Agency
components to identify.personnel qualified by reason
of civilian and/or military background who posses
language ‘and area knowledge and in addition to locate
individuals possessing unique operational skills in the
fields of: Psychological Warfare, Counter Intelligence,
Military Intelligence, Communication Intelligence,
Interrogation, Public Information, Foreign Servide and
Foreign Intelligence.

(2) Since various skills and levels of proficiency. are re-

quired in accordance with the duties to be performed,
~ the Qualifications Register and Qualifications Card

should be developed to record those operational skills
and skill levels possessed by each employee to enable
Career Service and Operating Officials to make more
effective, comparative appraisals of the individual
based upon his skills, knowledges and capacities.

(3) That the Qualifications Records System be administered
and maintained on a current basis in the central Office
of Personnel with duplicate records at the relocation
site to provide the Agency with a records-screening
mechanism for locating individuals possessing specific
skills, knowledge, and experience for use during a
national defense emergency, and also to provide man-
power planners with a current Agency-wide reference

- for locating specialized personnel for staffing
different types of operational assigmments.

(h) Based on the agsumption that the Qualifications Record
System described herein will be developed and administered
by the Office of Personnel, it is recommended that the
Director of Personnel appoint individuals responsible
for Personnel manpower from within the Office of Personnel
and from each major organizational component who would
serve as a task force to provide advice and policy
guldance to the Chief, POD, on the implementation of
a central qualifications record program.
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